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INTRODUGTION

Leadership Development
[s Self-Development

For centuries we’ve all been living with a pernicious leadership myth. It’s
the myth that leadership is destiny, reserved for only a few of us. This myth
is perpetuated every day, whenever someone asks, “Are leaders born or
made?”

Of course all leaders are born. So are all athletes, scholars, artists,
accountants, salespeople, and trainers. So what? It’s what you do with what
you have that’s important.

Leadership is not contained in a gene any more, or any less, than other
abilities. Leadership is not a place, it’s not a position, and it’s not a secret
code that can’t be deciphered by ordinary people. Leadership is an observable
set of skills and abilities.

Of course, some people are better at leadership than others. Again, so
what? The more we attribute leadership to a set of innate character traits,
the more we abdicate our own responsibility to become the best we can
be. The longer we wait for genetic scientists to help us select the best and
the brightest, the longer we avoid personal accountability for the work we
now do.

Only by assuming that leadership is a learnable set of practices can we
ever discover how many good leaders there really are. Only by assuming that
you can learn to become a better leader than you are now can you discover
your full leadership potential. This is the spirit with which we approach the
leadership development process contained in these pages. We know that you
can learn to be a better leader, and we invite you to continue with us on your
lifelong learning journey.





LEADERSHIP DEVELOPMENT
IS SELF-DEVELOPMENT

Human beings are toolmakers. We're developers of technology and
techniques that enable us to be more productive and more successful at
everything we do. Mechanics need tools to repair an engine, artists need
brushes to paint a portrait, physicists need computers to perform complex
calculations. What, then, are the instruments of a leader?

The leader’s primary instrument is the self. That’s really all we have to
work with. It’s not going to be the code written by a brilliant programmer,
the smart chip inside the personal digital assistant, or the inspiring script
from a clever speechwriter that’s going to make us better leaders. It’s what
we do with our selves that makes the difference. The mastery of the art of
leadership is the mastery of the self. Leadership development is self-
development.

We often ask participants in our leadership workshops to think about a
leader from history whom they wish they could have over for dinner and
conversation. “If you had this opportunity,” we inquire, “what questions
would you ask this person?” Invariably, the questions are variations on a
few themes: “What made you believe that you could do this?” “What kept
you from giving up?” “How did you get the courage to continue?” “What
did you do when you were discouraged or afraid?” These are all questions
about what was going on inside the person as he or she was experiencing
the world. Answering these questions requires a high degree of self-
awareness.

The quest for leadership is first and foremost an inner quest to discover
who you are. Through self-development comes the confidence needed to
lead. Self-confidence is really awareness of and faith in your own powers.
These powers become clear and strong only as you work to identify and
develop them.

As you work through the pages of this Leadership Development
Planner, we’ll ask you to look within and reveal what you find—if only to
yourself. The payoff is great when you do. In our research we’ve discovered
that learning and leading are directly related—the best leaders are also the
best learners. When you think about it, it makes complete sense. Those
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who end up being the best at what they do—be it leading, selling,
engineering, accounting, painting, golfing, or playing music—are always
eager to learn new skills, techniques, and information. They’re curious
about themselves and their world. We ask you to bring your own sense of
curiosity and eagerness with you as you explore the pages of this Planner.

HOW TO USE THE PLANNER

The Leadership Development Planner is designed for leaders who have
received feedback using our Leadership Practices Inventory (LPI) and have
begun a process of acting on that feedback. Research suggests that it takes
ten years to develop expertise in something. Leadership is no exception.
Becoming a better leader needs to become a habit for the long term. The
Planner can help instill that habit.

While the Planner can be used independent of outside assistance,
coaching strengthens the likelihood that you will train and practice. We
strongly encourage you to seek out someone who can help you stick with
the steps in this process, ask you questions about how you’re doing, and
give you advice and counsel along the way.

During the LPI Workshop, you went through a series of activities to
help you understand your LPI feedback, make a short-term improvement
plan, take action, meet with a partner to review your progress, and share
your LPI feedback with your Observers.

The Planner picks up where the LPI Participant’s Workbook leaves off.
The Planner begins your next phase of leadership development. It is some-
thing you can come back to over a period of time and customize to meet
your own needs. For example, you might use the Planner:

+ In a two-day (or longer) workshop in which you more fully explore
options for improving in each of The Five Practices

+ In an expert coaching process in which you meet one-on-one every
week or two with a leadership specialist

+ In a peer coaching process in which you meet once a month or so
with others who are also using the Planner to become better leaders
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On your own in preparation for a 90-day to 120-day developmental
effort

As a tool to integrate into your PDA or other day-planner

What’s important is that you adopt the same kind of discipline for
developing yourself as a leader that you would adopt for improving in any
endeavor. You'll get the most out of it, and have the most fun, when you
have both the will and the way—the desire and a plan.

WHAT YOU’LL GAIN FROM USING THE PLANNER

As a result of completing the Planner you will be better able to:

*+ Articulate your ideal image of yourself as a leader

+ Discuss how people learn to lead
Integrate the best leadership learning practices into your own routines
Consciously review your progress toward becoming a better leader
Select the kinds of developmental activities that best fit your needs

+  Write a plan for the next steps in your leadership development

+ Apply an easy-to-use process that can be repeated

WHAT’S IN THE PLANNER

Here’s what you'll find in the pages that follow:

In Step 1, we briefly review The Five Practices of Exemplary
Leadership®—the fundamentals of leadership that you learned about
in the LPI Workshop and which we discuss at length in our book,
The Leadership Challenge. In Step 2, we also review the ways in which
people learn to lead—or do anything for that matter.
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Step 3 asks you to review the progress you've made so far in becoming
a better leader.

Step 4 walks you through the steps of planning your next develop-
mental actions.

Step 5 concludes with further observations about where you need to
turn to continue your quest to become a better leader.

Part II provides a collection of more than one hundred ways to
become a better leader. These developmental activities are organized
around each of The Five Practices and are divided into sections based
on the three fundamental ways we learn. When you make your own
developmental plans, you can use these activities as options from
which to pick and choose what’s best for you. You can also use them
as idea generators for inventing your own learning projects.

In addition, we describe the best practices of learning to lead. These
best practices are based on our own and others’ research, as well as
tips from those who've done it—people like yourself who’ve
dedicated themselves to becoming the best leaders they can be.

Part II also includes a reading list and some blank Leadership
Development Worksheets to use in recording your development
plans.
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STEP 1

Review the Five Practices

In the LPI Workshop, your facilitator provided an introduction to

the research we conducted on leadership and The Five Practices of
Exemplary Leadership® that resulted. In this chapter, you will

find more details about what we have discovered about exemplary
leaders.

We’ve been conducting intensive research on leadership since
1982. During that entire time, in selecting the people to interview and
survey we've consistently chosen not to focus on famous people in
positions of power—be they military, political, business, community,
or movement leaders—who make headlines. Instead, we’ve always
wanted to know what the vast majority of leaders do—those ordinary
people who get extraordinary things done in organizations. We’ve
concentrated our research on people who lead project teams, manage
departments, administer schools, organize community groups, and
volunteer for student and civic organizations. These folks might be
your colleagues at work or your neighbors. They could be you. We
believe now even more than when we started this work that leadership
has absolutely nothing to do with position or status, and everything to
do with practice.

In conducting our research we’ve asked thousands of people, in
writing and in interviews, to complete the “Personal-Best Leadership
Questionnaire,” which we developed to find out what people do day
in and day out to mobilize others to want to struggle for shared





aspirations. Each person was asked to select a project, program, or
significant event that represented a time he or she believed repre-
sented his or her own “best practices” leadership experience—the one
personally recalled when thinking about a peak leadership perform-
ance. Despite the differences in people’s individual stories, the
Personal-Best Leadership Experiences that we read and listened to
revealed similar patterns of action. We found that when leaders are at
their personal best, they engage in The Five Practices of Exemplary
Leadership®. They:

+  Model the Way

+ Inspire a Shared Vision
+ Challenge the Process

+ Enable Others to Act

+ Encourage the Heart

In the following paragraphs we’ve provided brief descriptions of
The Five Practices, similar to those you heard during the LPI
Workshop. You'll find extensive discussions of each Practice, along
with more than one hundred case examples and practical applications
in The Leadership Challenge.

Model the Way

For more than twenty years we’ve found in our research that credi-
bility is the foundation of leadership. People will not believe the
message unless they believe in the messenger. And what is credibility
behaviorally? The most frequent response to this question is, “Do
what you say you will do” or “DWYSYWD.” Embedded in this typical
description of credibility are two essentials: say and do.

Leaders must stand for something, believe in something, and
care about something. They must find their voice by clarifying their
personal values and then express those values in their own style. But
good leaders don’t force their views on others. Instead, they work
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tirelessly to build consensus on a set of common principles. Then
they set the example by aligning their personal actions with shared
values. When constituents know that leaders have the courage of their
convictions, they become willingly engaged in following that example.

Inspire a Shared Vision

Leaders passionately believe that they can make a difference. They
envision the future by imagining exciting and ennobling possibilities.
But visions seen only by the leader are insufficient to mobilize and
energize. Leaders enlist others in their dreams by appealing to shared
aspirations. They breathe life into ideal and unique images of the
future and get people to see how their own dreams can be realized
through a common vision.

Challenge the Process

The work of leaders is change. The status quo is unacceptable to
them. Leaders search for opportunities by seeking innovative ways to
change, grow, innovate, and improve. Leaders also experiment and
take risks by constantly generating small wins and learning from
mistakes. Extraordinary things don’t get done in huge leaps forward;
they get done one step at a time. Leaders demonstrate the courage to
continue the quest despite opposition and setbacks.

Enable Others to Act

Leaders know they can’t do it alone. Leaders foster collaboration by
promoting cooperative goals and building trust. Leaders promote a
sense of reciprocity and a feeling of “We’re all in this together.” They
understand that mutual respect is what sustains extraordinary efforts.
Leaders also strengthen others by sharing power and providing choice,
making each person feel competent and confident.

Encourage the Heart

The climb to the top is arduous and steep. People become exhausted,
frustrated, and disenchanted. They’re tempted to give up. Leaders
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encourage the heart of their constituents to carry on. To keep hope
and determination alive, leaders recognize contributions by showing
appreciation for individual excellence. Genuine acts of caring uplift
spirits and strengthen courage. In every winning team, the members
need to share in the rewards of their efforts, so leaders celebrate the
values and the victories by creating a spirit of community.
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STEP 2

Learn How You Learn to Lead

As part of our research, we asked people, “How did you learn to
lead?” After we had analyzed thousands of responses, three major
learning approaches emerged. We call them the Three E’s of learning.
In order of frequency of use, they are:

*  Experience: Learning through trial and error
 Example: Learning by observing others

* Education: Learning through formal training

Experience: Learning Through Trial and Error

There’s no substitute for learning by doing. Learning from trial and
error—that “school of hard knocks” people talk about so often—is
not just a saying. More people mentioned experience as the most
important way to learn to lead than mentioned any other approach.
Experience was mentioned almost twice as often as example and
nearly three times as often as education. The more chances you have
to actually practice leading in real-life situations, the more likely it is
that you'll become a better leader.

Whether it’s facilitating team meetings, leading a special task
force, heading a charity fundraising drive, or chairing a professional
association’s annual conference, the more chances you have to
serve in leadership roles the more likely it is that you'll develop the
skills to lead—and the more likely that you'll learn the important





leadership lessons that come only from the failures and successes
of action.

Just any experience, however, does not support individual
development by itself. Challenge is crucial to learning and career
enhancement. Boring, routine jobs don’t help you improve your skills
and abilities. You must stretch yourself. You must seek opportunities
to test yourself against new and difficult tasks. Experience can indeed
be the best teacher—if it includes the element of personal challenge.

Whenever you select experiential activities to boost your per-
formance, make sure you select projects and assignments that involve
a stretch. If you are put in a role that doesn’t stretch you, figure out
how to do it differently so that you are stretched.

Example: Learning by Observing Others

Other people are essential sources of learning. In our research, learn-
ing from others was mentioned right behind experience as important
to growth and development. We all remember the parent we looked to
when wondering how to handle an unfamiliar situation, the special
teacher who exhibited such joy in her vocation, the neighbor who let
us help him tinker in the garage. Perhaps you had a coach who
believed in you more than you believed in yourself, or a manager who
treated everyone with respect and who encouraged your leadership
aspirations. Role models are critical to learning anything, and they
are especially important when learning how to lead.

As you think about your continuing leadership development, look
around for role models, coaches, and teachers in your organization or
community. Don’t be shy about asking for their help or for permis-
sion to watch them at work. Ask to sit in on meetings they run or
attend presentations they make. Take them out to coffee and
interview them on how they handle difficult situations. Ask them
to watch you in a leadership role and give you feedback.

And even though you can’t observe them directly, well-known
contemporary or past leaders are also excellent sources of learning.
Pick up a couple of biographies and read about what these people
did to become esteemed leaders.
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At work, the relationship that makes the most difference in your
performance is the relationship you have with your immediate
manager. Managers not only serve as potential role models, but they
can also provide extremely useful performance feedback. The best
managers are those who challenge you, trust you, spend time with
you, and teach you. Take charge of this relationship. Make the most of
it. If you happen to have one of those managers who'd make a great
candidate for the ten worst bosses, then observe what not to do. It’s
useful to be reminded that managers have both a positive and a
negative impact on others. Adopt the positive and reject the negative.

Peers are also valuable sources of knowledge, skill, and informa-
tion. Trusted peers can serve as advisers and counselors, giving you
feedback on your personal style and helping you test alternative ways
of dealing with problems. If you have a colleague who’s strong in an
area in which you’re weak, ask that person to teach you what he or
she knows. Ask people to share their best practices, and seek
opportunities to observe them in action.

Education: Learning Through Training and Coursework

Formal training and education can definitely improve your chances of
success. According to a study by the American Society for Training
and Development (ASTD), “People who are trained formally in the
workplace have a 30 percent higher productivity rate after one year
than people who are not formally trained.”

On the list of ways we learn to lead, coursework can be a high-
leverage opportunity. Done right, training enables you to spend a
concentrated period of time with an expert focused on one subject
and only a few skills. This focused attention helps you to learn
something more quickly and with the benefit of multiple chances
to practice and get feedback in a safe environment.

Training also provides a safe environment for trying out new skills.
Your constituents don’t want you to experiment with new, untested
behaviors on them, any more than you want to be on an airplane with
a pilot who’s never been at the controls before. Training and education
provide valuable opportunities for taking some “test flights.”
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You should be spending at least fifty hours annually on your
personal and professional development. On average, that’s what
Malcolm Baldrige National Quality Award-winning organizations
offer their employees. In fact, Baldrige Award-winning companies in
general spend about twice as much on training as the U.S. average of
1.4 percent of payroll. If you want to have this kind of success, take a
cue from these companies.

For each of The Five Practices that you want to improve, commit
to participating in at least one formal workshop or seminar every six
months. Also take advantage of self-directed learning opportunities—
an online course, for instance, that you can complete on your own
time and at your own pace.

Once you've completed training, make sure you apply what
you've learned. The probability that you'll apply what you’ve learned
in training decreases with every day that passes. Once you’ve had that
chance in training to experiment and practice, put your new learning
to use immediately. Train, train, train. Then practice, practice,
practice. You can’t think that golf ball into the hole, you have to
sink it.

Leaders Are Learners

As we mentioned earlier, in recent studies we conducted we found
that there is a positive correlation between learning and leading.
People who are more frequently engaged in learning activities, no
matter what their learning style, perform better as leaders. This is a
powerful lesson for all of us. The more we seek to learn, the better
we’ll become at leading—or at anything, for that matter.

We also discovered that there really is no one best way to learn.
Experience, example, and education are all useful. What's clear is that
the best leaders approach each new and unfamiliar experience with a
willingness to learn and an appreciation of the importance of learning.

As you start to plan your development as a leader the important
thing is to become a continuous learner, someone hungry for new
knowledge and skills. Someone willing to experiment with new
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ways of doing things. To assist you in your learning, we’ve provided
a progress review, planning tools, learning tips, suggested develop-
mental activities, and some worksheets. More important than any
of these, however, is your passion for learning. When you add your
desire to the mix, becoming a better leader is not only possible,

it’s fun.
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STEP 3

Review Your Progress
and Your Feedback

Reviewing your progress, getting feedback, and making new
development plans is not a one-time-only event. It is a process, one
that the best leaders engage in continuously. You began that process
when you reviewed your LPI Feedback Report and identified the
actions you would take to move toward your ideal image of yourself
as a leader. Steps 2 and 4 of this Planner are designed to help you
continue the process, repeating it again and again as you improve in
certain Practices and identify other areas in which you can do even
better.

HOW OFTEN TO REVIEW YOUR PROGRESS
AND DEVELOP NEW PLANS

Everyone’s situation is different. Some people like to review their
progress often; others prefer to leave several months between reviews.
Here is what we suggest:

Informal reviews: It’s a good idea to do a quick, informal review
every day. It won’t take long. Just find a quiet moment to ask
yourself, “How am I doing?” Then record your observations in a
journal or your daily planner. Then, when it’s time for a more
formal review, you’ll have those observations to help you assess
your progress.
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*+  Formal reviews: Begin by reviewing your progress and making
new plans every few weeks. Later, you can increase the intervals
between formal reviews if you wish. For example:

Progress Review #1—Three weeks after you receive the LPI
Feedback Report

Progress Review #2—Six weeks later
Progress Review #3—Twelve weeks later

Progress Review #4 and beyond—Every quarter (twelve weeks)

The questions below will help you review your progress in carry-
ing out your development strategies, including feedback you received
while you were engaged in developmental activities, and refocus your
developmental efforts.

Initial Progress Review

Begin by reviewing your progress with the commitments you made in
your leadership workshop, after you first reviewed your LPI Feedback
Report. Then select the leadership behaviors on which to focus during
the next developmental period and make your new developmental
plans. You'll need to consult your completed copy of the Participant’s
Workbook and a copy of your LPI Feedback Report, so keep them handy.

Future Progress Reviews

After six weeks, return again to these chapters. Use these questions
and guidelines to review your progress and develop new plans. Return
again after the next twelve weeks, or whatever interval you have
selected. Each time, evaluate how well you're doing. Then identify one
or two Practices and one or two behaviors related to each Practice to
work on during the next developmental period.

Continue to Seek Feedback

We encourage you to seek feedback on an ongoing basis from your
manager, your direct reports, your peers, and your other constituents.
Use that feedback to adjust your developmental plans and develop
new plans. We also suggest that you repeat the LPI at least once a year,
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more often if you change jobs or start to work with new constituents,
to give you the detailed, structured feedback you need to continue
toward your goal of becoming the best leader you can be.

1. Review Your Progress

Note: The progress review and planning pages below include check
boxes and lines on which to write. You may want to re-use these pages.
If you do, you have our permission to make copies for your private use.

Look at the Leadership Development Worksheet you completed
in the LPI Participant’s Workbook (pages 28-29) or in the Appendix of
this Planner you completed. If this is your first progress review, also
look at the Commitment Memo in the LPI Participant’s Workbook
page 35, that specifies the actions you agreed to take during the three
weeks after the leadership workshop.

+ To what extent did you do what you said you would do?
[ Less than 25 percent
(] About 50 percent
[ About 75 percent
d All of it!
+ If you did less than 50 percent, what stopped you? What external

events, such as emergencies, got in your way? What internal
obstacles, such as procrastination, kept you from doing more?

+  What can you do about these kinds of obstacles?
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If you did 75 percent or more, what helped you?

How can you capitalize on these same or other supports as you
move forward?

During this developmental period, what actions did you actually
take to improve?

In planning these actions you set some goals for yourself.
To what extent did you achieve the goals that you set?

[ Missed my targets completely

() Got about halfway there
() Three-quarters of the way

(] Hit the center of the target

If you missed or got only about halfway, what was off? Was it
your aim or was it the target? Did you set a stretch but realistic
goal, or was the goal just not achievable in the time you had?
Were the actions you selected not the right ones to achieve your
goals, or did you just not execute well?
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Where does all this leave you now? What do you need to
continue to work on that you have already planned to do but
have not done?

What new issues came up that you need to add to your
development list?

How will you reward yourself for what you did accomplish?

2. Review Your Feedback

As you were engaged in your developmental activities during
this period, what did you learn about yourself?

As you were engaged in your developmental activities during

this period, did anyone give you feedback about how you were

doing? If so, what did he or she say?

REVIEW YOUR PROGRESS AND YOUR FEEDBACK
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*  What does the feedback you've received—from yourself and
from others—tell you about the progress you're making?

+  How does the feedback fit with the feedback you received from
your last LPI Feedback Report?

3. Refocus Your Developmental Efforts

Now take another look at your last LPI Feedback Report, the
Participant’s Workbook from your LPI Workshop, and the last
Leadership Development Worksheet you completed. Considering
that information and the questions you just answered, take a fresh
look at the messages people sent you and your own reflections on
your leadership strengths and developmental opportunities.

+  What do you now see as your strengths?

+  What do you now see as your areas for improvement?
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Re-examine The Five Practices in terms of your current develop-
mental priorities. Assign the number 1 to your top priority and
5 to your lowest priority on the list below.

__ Model the Way

__ Inspire a Shared Vision
__ Challenge the Process
__ Enable Others to Act

Encourage the Heart

Review the list of leadership behaviors on the following pages.
Select a maximum of one or two Practices and one or two
behaviors from each Practice on which to focus during the next
developmental period. Circle those one or two Practices and one
or two behaviors. Then move on to the next step, where you will
develop a new plan.
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Model the Way

1. Iset a personal example of what I expect of others.

6. I spend time and energy making certain that the people I work
with adhere to the principles and standards we have agreed on.

11. I follow through on the promises and commitments that I make.

16. I ask for feedback on how my actions affect other people’s
performance.

21. I build consensus around a common set of values for running
our organization.

26. I am clear about my philosophy of leadership.

Inspire a Shared Vision

2. I talk about future trends that will influence how our work gets
done.

7. 1 describe a compelling image of what our future could be like.
12. I appeal to others to share an exciting dream of the future.

17. I show others how their long-term interests can be realized by
enlisting in a common vision.

22. I paint the “big picture” of what we aspire to accomplish.

27. 1 speak with genuine conviction about the higher meaning and
purpose of our work.

Challenge the Process

3. I seek out challenging opportunities that test my own skills and
abilities.

8. I challenge people to try out new and innovative ways to do
their work.

13. Isearch outside the formal boundaries of my organization for
innovative ways to improve what we do.
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18.
23.

28.

I ask “What can we learn?” when things don’t go as expected.

I make certain that we set achievable goals, make concrete
plans, and establish measurable milestones for the projects and
programs that we work on.

I experiment and take risks, even when there is a chance of
failure.

Enable Others to Act

4,

14.
19.
24,

29.

I develop cooperative relationships among the people I work
with.

[ actively listen to diverse points of view.
[ treat others with dignity and respect.
I support the decisions that people make on their own.

[ give people a great deal of freedom and choice in deciding
how to do their work.

I ensure that people grow in their jobs by learning new skills
and developing themselves.

Encourage the Heart

J5.
10.

15.

20.

25.
30.

[ praise people for a job well done.

I make it a point to let people know about my confidence in
their abilities.

I make sure that people are creatively rewarded for their
contributions to the success of our projects.

[ publicly recognize people who exemplify commitment to
shared values.

I find ways to celebrate accomplishments.

[ give the members of the team lots of appreciation and
support for their contributions.
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STEP 4

Make New Plans

Once you've selected the leadership behaviors on which to focus
during the upcoming development period, you will make your new
development plans. As you did when you developed your first plan in
the leadership workshop, begin with a description of your ideal self as
a leader. Then think about what stands in your way and how you are
leveraging your strengths. Finally, complete a new Leadership
Development Worksheet and make your new commitments public.

1. Review Your Description of “My Ideal Self As a Leader”

Review the last description you wrote of your ideal self as a leader.
For instance, as one of your developmental areas let’s say you selected
the behavior, “I describe a compelling image of what our future could
be like.” When you imagined yourself two years from now doing just
that, you might have written: “Whenever I talk about our company’s
direction, people will comment on how positive and enthusiastic I am
about our future; I will become more personally peaceful by not
letting the little things I can’t control detract me from the work; I
will be realistic about facts but confident about possibilities, etc.”
Now think about how your expectations for yourself have
changed. Given the Practices and behaviors on which you now want
to focus your developmental efforts, imagine that you're executing
them significantly more effectively than you are currently. Write a
positive statement that describes the situation and the way you
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will be behaving two years from now that reflects those changed
expectations.

2. Overcome Barriers And Leverage Strengths

Re-evaluate obstacles that are preventing you from achieving your

ideal image and identify actions you could take to build on your
strengths.

+  What gets in your way right now of achieving your ideal image?
Check any of the following that might be creating barriers
for you:

_ Lack of skills
Lack of training and development opportunities
Absence of a supportive manager or climate

Limited access to good role models
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Few opportunities to take on challenging assignments

Fear of losing control of your team

Fear of being seen as weak

Fear that if you rock the boat it will be seen as a threat to
the hierarchy

Other barriers:

+  What actions could you take to overcome these barriers?

+  How can you leverage and build on your strengths to overcome
the barriers and make yourself an even better leader?
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3. Choose Developmental Actions

Considering what you have identified as your priorities and the

expectations you have for yourself, what actions can help you learn to
be a better leader?

What experiences do you need in order to achieve your ideal
image?

Who can serve as an example to help you achieve your ideal
image?

What education and training do you need to achieve your ideal
image?
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4. Make a Plan

Now, fill out the Leadership Development Worksheet on the next
page, in order to make your plan for the next developmental period.
A sample worksheet is provided to assist you. (Additional worksheets
are provided in Part II.)

To stimulate your thinking about the kinds of actions you can
take, consult the Ways to Improve Your Leadership Practices in Part 11
of this Planner. Select the Practice on which you want to work, and
then turn to those pages in Resource B.
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LEADERSHIP DEVELOPMENT WORKSHEET

Sample

Today’s Date: NM} I, 2003

Leadership Development Period from Mmg | to MM} 22, 2003

Leadership Practice Focus:

Leadership Behavior Focus:

Measurements of Progress:

Turn your ideal image into
measurable goals

Primary Development
Strategy:

Circle one primary strategy
from among these three
basic approaches to
learning and development:

e Experience

e Example

e Education

wlm a Shared \isun

7. Deseribes a compelling umage of the futnre
( will know that 1 reached my improvement
gual fur the nexe three weeks when:
o (| have written a ¢ v 72 Minute
presentation iy viston
My colleague, Terry, gues me feedback
that he funds my stacement “compelling”
My durect reports guve me Teedback. that
my VISl Statement Us at lease a 3 o a
seale of 1 (ot at all pow\/adlwy) v
e (Ul sign wp!)

Action Steps:

Using your primary strategy, what actions
do you need to take to achieve your ideal
image—your measurable goals?

o Write a4 ¢ tT 2 muutte vislon
SEatement
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Secondary Developmental
Strategy:

e Experience
e Example

o Make sure tv include meeaphars, examples,
and, ather relevant uragery wn my viston
statement

o SUt down with Terry, whe dees ths better
than anymne | know, and. share what | have
written. Get s feedback. Make changes
accordungly and review wieh him again

o Present the vistm statement tr iy team and,

ask. for theur hanest Teedback

o Revise an

Action Steps:

o Luten tv Martin Luther King, Jr's 1 have
a dream’” speech and take notes o what he
dues v enluse others—his mechods and
coneent.

* Read DM/?rﬂr 6 L Jun konzes and Barry
Posner's fook, The Lmdmh(y C/wzﬂﬂrye, mn
“Enlust Others.”
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LEADERSHIP DEVELOPMENT WORKSHEET

Today’s Date:

Leadership Development Period from to

Leadership Practice Focus:

Leadership Behavior Focus:

Measurements of Progress:
Turn your ideal image into
measurable goals

Primary Development
Strategy:

Circle one primary strategy
from among these three
basic approaches to
learning and development:

¢ Experience

e Example

e Education

Action Steps:

Using your primary strategy, what actions
do you need to take to achieve your ideal
image—your measurable goals?
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Secondary Developmental Action Steps:

Strategy:
Circle a secondary strategy

e Experience

e Example

¢ Education

MAKE NEW PLANS
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5. Make Your Commitments Public

Your last step is to make your new commitments public. Telling at
least one other person what you intend to do is a way to help ensure
that you’ll follow through. Tell your manager, your coach, or close
colleague what actions you intend to take, and by when you will take
them. Make an agreement with that person to get together at a certain
time to review your progress.

32  LPITHIRD EDITION LEADERSHIP DEVELOPMENT PLANNER





STEP 3

First, Lead Yourself

There’s a scene in the film adaptation of Muriel Spark’s classic, The
Prime of Miss Jean Brodie, during which Headmistress McKay calls
Miss Brodie to her office to chastise Miss Brodie for her somewhat
unorthodox teaching methods. Headmistress McKay comments on
the precocity of Miss Brodie’s students. Miss Brodie accepts this as a
compliment, not a criticism, and says:

“To me education is a leading out. The word education comes
from the root ‘ex, meaning ‘out, and ‘duco, ‘I lead. To me
education is simply a leading out of what is already there.”

To this Headmistress McKay responds rather haughtily, saying,
“I had hoped there might also be a certain amount of putting in.”

Miss Brodie laughs at this notion and replies, “That would not
be education, but intrusion.”

We agree. The process of development should never be intrusive.
It should never be about filling someone full of facts or skills.
Education should always be liberating. It should always be about
releasing what is already inside.

The quest for leadership is first an inner quest to discover who
you are. Through self-development comes the confidence needed to
lead. Self-confidence is really awareness of and faith in your own
powers. These powers become clear and strong only as you work to
identify and develop them.
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Learning to lead is about discovering what you care about and
value. About what inspires you. About what challenges you. About
what gives you power and competence. About what encourages
you. When you discover these things about yourself, you'll know what
it takes to lead those qualities out of others.

Sure, we've said that every leader has to learn the fundamentals
and the discipline, and to a certain extent there’s some period during
which you're trying out a lot of new things. It’s a necessary stage in
your development as a leader. The point is that you have to take
what’s been acquired and reshape it into your own expression of
yourself.

Sometimes liberation is as uncomfortable as intrusion, but in
the end when you discover things for yourself you know that what’s
inside is what you found there and what belongs there. It’s not
something put inside you by someone else; it’s what you discover
for yourself.

We wish you continuing joy and success on your leadership
learning adventures.
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PART I

Selecting Leadership Development
Resources

A~











RESOURCE A

Ten Tips for Becoming
a Better Leader

We asked a number of leaders and leadership coaches to share with
us their best learning practices for becoming a better leader. We
combined their observations with our own and others’ research and
synthesized these lessons into the following top ten tips. Use them as
you review your progress and continue your leadership development
efforts.

TIP #1. BE SELF-AWARE

There’s solid evidence that the best leaders are highly attuned to
what’s going on inside of them as they are leading. They’re very
self-aware. They’re also quite aware of the impact they’re having on
others. In fact, self-awareness may be the most crucial learning
skill of all.

Think about it this way. Let’s say you begin to hear an odd sound
every time you start your car. You ignore it, and pretty soon you don’t
even notice it any more. You just keep on driving. Then one day your
car won't start at all. The mechanic tells you that it would have been a
simple, inexpensive problem to fix if you had paid attention when it
first started, but because you ignored it for so long, it’s going to cost
a bundle.

The same is true in leading. Self-awareness helps you receive
clues about what’s going on inside you and in your environment.
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Your emotions are messages. They’re trying to teach you something.
Don’t be afraid of them, and don’t become self-conscious about them.
Just listen and learn. Take time to reflect on your experiences. Keep a
journal of some kind, or record your thoughts and feelings on tape.
As you go through your developmental experiences, look within
yourself and pay attention to how you’re feeling.

TIP #2. MANAGE YOUR EMOTIONS

While the best leaders are self-aware, they are careful not to let their
feelings manage them. Instead, they manage their feelings.

Self-control is important. Let’s say you become aware that you
get angry when people are unprepared for a meeting. One way to
respond would be to yell at them and put them down in front of the
group. But would that be the best way to handle the situation for
the sake of your credibility and your relationship with your
constituents? No, it would not.

The same is true in learning. There will be times when you
become frustrated and when you become upset at the feedback
that you receive. You could go out and break something or yell at
someone, but that won’t help your learning or your relationships. So
manage your emotions. Be aware of them, but don’t let them rule
your behavior. And if you sense that you need help managing those
emotions, seek it.

TIP #3. SEEK FEEDBACK

One of the reasons the best leaders are highly self-aware is that they
ask for feedback from others. In fact, the best leaders ask for feedback
not only about what they’re doing well, but about what they’re not
doing well. They want to know the negative as well as the positive.
Now you can understand why being able to manage your
emotions is so important. Who in his right mind is going to give you
negative feedback if he knows you’re going to get angry? But if people
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know you genuinely want the feedback, that you’ll thank them for it,
and that you'll do something with the feedback they give you, then
you'll benefit, and so will they.

When people are learning, others tend to be very forgiving. So tell
your constituents what you're trying to do and that you want their
honest feedback. Afterward, ask, “How’d I do?” Have a conversation.
Then say thanks.

TIP #4. TAKE THE INITIATIVE

Our research is very clear on this point: The best leaders are proac-
tive. They don’t wait for someone else to tell them what to do. They
take the initiative to find and solve problems and to meet and create
challenges. The same is true in learning.

The best leaders don’t wait to be told by a manager or by some-
one in human resources that they need to change their behavior.
Instead, they take charge of their own learning. Because they’re
self-aware and they seek feedback, they know their strengths and
weaknesses, and they know what needs to be done. They seek the
developmental opportunities they need. If the resources aren’t avail-
able from the organization, they find a way to get the experience,
example, or education some other way.

It’s your learning. It’s your career. It’s your life. Take charge of it.

TIP #5. ENGAGE A COACH

The top athletes, the top musicians, and the top performing artists all
have coaches. Leadership is a performing art, too, and the best leaders
also have coaches. The coach might be someone from inside or out-
side of the organization. She might be a peer, a manager, a trainer, or
someone with specific expertise in what you are trying to learn.
Coaches can play a number of roles. The most obvious is to watch
you perform, give you feedback, and offer suggestions for improve-
ment. But effective coaches can also be a very valuable source of social
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support, which is essential to resilience and persistence. Support is
especially important when people are being asked to change their
behavior. When you return to work after training, your initial enthu-
siasm can be quickly crushed if there is no one around to offer words
of encouragement. Every leader needs someone to lean on from time
to time. Your coach should be able to offer you not only advice but
also attention and caring. Also, the best coaches are good listeners. In
fact, they watch and listen about twice as much as they teach and tell.

We’ve found in our research on coaching that the factor most
related to coaching effectiveness is the quality of the relationship
between performer and coach. And of all the items used to measure
coaching behavior, the one most linked to success is: “This person
embodies character qualities and values that I admire.” (There’s that
credibility factor again.)

TIP #6. SET GOALS AND MAKE A PLAN

Exemplary leaders make sure that the work they do to develop
themselves is not pointless ambling but purposeful action. Too often
people participate in training and development without any clear
goals in mind. They never ask themselves: “Why am I here?” “What
do I want to get out of this learning experience?” People who attend
training programs with a clear sense of what they want to accomplish
are much more likely to apply what they learn than those who do not
have clear goals. Leadership development has a purpose, and that
purpose should be clear to everyone.

Set high expectations for yourself and for your constituents.
Adults in the workplace and children in school tend to perform to
the level of expectations. The leaders who are the most successful at
bringing out the best in others set achievable stretch goals—that is,
they set goals that are high, but not so far out of reach that people
give up even before they start because they think, “I can never do
that.” Leaders who succeed in getting high performance also display
confidence in other people’s abilities to perform. The research is
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crystal clear: Leaders who say, “I know you can do it,” get better
results. And leaders who bring out the best in others also believe in
their own abilities to coach and train. You have to have confidence
in yourself as well as confidence in others to be a good coach. These
same principles apply to learning.

It’s important to make your goals public. You are more likely to
work harder to improve if you tell other people what you're trying
to accomplish than if you keep it to yourself. There is always less
commitment when goals are kept private.

Once you've set your goals, make a plan. Figure out the steps
from where you are to where you want to be. There may be several
options available, just as there are several routes you could take to
travel across the country—you just need to pick the one that best
suits your needs.

In setting your goals and making your plans, focus on a few
things at a time. You may have a strong desire to improve in three of
The Five Practices and in ten of the thirty behaviors. That’s terrific,
but don’t attempt to do everything at once. The fact is that most
improvements are incremental. Take it one step at a time. There are
no such things as “conversions” to great leadership.

TIP #7. PRACTICE, PRACTICE, PRACTICE

People who practice more often are more likely to become experts
at what they do. To be the best you can be, you must not only apply
what you learn on the playing field, but you must also hone your skills
on the practice field. We know this is true in the performing arts and
in sports, but somehow we do not always apply the same idea to lead-
ership. Professional leaders take practice seriously. The practice may
be role playing a negotiation, rehearsing a speech, or a one-on-one
dialogue with a coach. Whatever it is, practice is essential to learning.
Practice fields also offer the opportunity to try out unfamiliar
methods, behaviors, and tools in a safer environment than on-the-job
situations. You are more likely to take risks when you feel safe than
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when you feel highly vulnerable. Since the stakes are higher on the job
than on the practice field, give yourself the chance to run some plays
in practice before rushing into the game.

You can also treat every experience as a learning experience,
even when it’s for real. Whether you consider the experience a raving
success or a miserable failure, step back and ask yourself and those
involved, “What went well? What went poorly?” “What did I do well?
What did I do poorly?” “What could we improve?” The best leaders
are the best learners, and learning can occur any time, anywhere. Take
advantage of that fact.

TIP #8. MEASURE PROGRESS

People need to know whether they’re making progress or marking
time. Goals help to serve that function, but goals alone are not
enough. It’s not enough to know that you want to make it to the
summit. You also need to know whether you’re still climbing, or
whether you're sliding downbhill.

Measuring progress is crucial to improvement, no matter what
the activity. Whether it’s strengthening endurance, shedding pounds,
increasing sales, or becoming a better leader, knowing how well
you've done in terms of the goals you've set is crucial to motivation
and achievement. Setting goals without feedback is actually no better
in improving performance than setting no goals at all. It’s the two
together that propel performance forward.

Exemplary leaders and exemplary learners create a system that
enables them to monitor and measure progress on a regular basis. The
best measurement systems are ones that are visible and instant—like
the speedometer on your dashboard or the watch on your wrist. The
best measurement systems are also ones that you can check yourself,
without having to wait for someone else to tell you. For instance, you
can count how many thank-you notes you send out by keeping a log.

A self-monitoring system can include asking for feedback. Others
may need to give you the information about how you're doing, but
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you're in charge of the asking. Another way to monitor your progress
is to repeat the administration of the Leadership Practices Inventory
once or twice a year.

TIP #9. REWARD YOURSELF

If new behavior is not rewarded, that behavior will be quickly forgot-
ten. Even worse, when you say you want new behavior but actually
reward the old behavior, people quickly conclude that you are not
serious about the new behavior. For example, let’s say you want to
create a greater sense of teamwork among your salesforce, but instead
of setting up a new incentive system that rewards teamwork, you
continue to reward people solely on the basis of who sells the most.
It’s likely that your salespeople will continue the behavior that gets
rewarded.

Connect your performance to rewards. It’s nice when others rec-
ognize you for your efforts, but that doesn’t always happen. So along
with the goals that you set and the measurement system that you put
in place, make sure to create some ways to reward yourself for achiev-
ing your goals. Take yourself out to lunch—and ask a good friend to
go with you. Mark the achievement in red pen in your calendar,
knowing that every time you look at it you'll get a big smile on your
face for accomplishing something. Brag about it to a colleague. Use
one of your regular meetings to announce your progress to your
team. They will applaud. It’s okay to toot your own horn every now
and then. By the way, it’s also okay to ask others for positive feedback:
“Tell me something I did well today.” You need that, too.

TIP #10. BE HONEST WITH YOURSELF
AND HUMBLE WITH OTHERS

We know from our research that credibility is the foundation of lead-
ership, and honesty is at the top of the list of what constituents look
for in a leader. What does honesty have to do with learning to lead?
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Everything. You can’t become better at something unless you're able
to recognize and accept your strengths and your weaknesses. In our
research we have yet to encounter a leader who scores a perfect 10

on every behavior. We all can improve, and the first step is under-
standing what most needs improving. We don’t mean you’re supposed
to beat yourself up over faults and mistakes; just be intellectually and
emotionally honest.

Being honest means that you’re willing to admit mistakes, own up
to your faults, and be open to suggestions for improvement. It also
means that you're accepting of the same in others. We’re by no means
saying that it’s okay for you and others to repeat the same mistake
over and over again. The point is simply that neither you nor anyone
can improve without being willing to admit to and to accept error as
part of the improvement process.

Honesty with yourself and others also produces a level of humility
that earns you credibility. People don’t respect know-it-alls, especially
when they know that the know-it-all doesn’t know it all. People like
people who show they are human. Admitting mistakes and being
open to accepting new ideas and new learning communicates that
you are willing to grow. It does something else as well. It promotes
a culture of honesty and openness. That’s healthy for you and for
others.

Hubris is the killer disease in leadership. It’s fun to be a leader,
gratifying to have influence, and exhilarating to have scores of people
cheering your every word. In many all-too-subtle ways, it’s easy to be
seduced by power and importance. All evil leaders have been infected
with the disease of hubris, becoming bloated with an exaggerated
sense of self and pursuing their own sinister ends. How then to
avoid it?

Humility is the only way to resolve the conflicts and contradictions
of leadership. You can avoid excessive pride only if you recognize that
youre human and need the help of others, and that’s an important
reason for leaders being great learners.
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RESOURCE B

Ways to Improve Your
Leadership Practices

With the help of the LPI, you have been given the gift of feedback
about your leadership practices, and with the help of this leadership
development experience, you have begun the process of improving in
those practices you identified as your weaker areas. In the first two
chapters of this Planner, you have examined the ways in which people
learn to lead and the top ten best learning practices of exemplary
leaders.

Learning to lead is a lifelong pursuit. The more we learn, the
more we realize how little we know. Sustaining your self-development
on an ongoing basis requires continuing to seek opportunities to
learn. In this chapter, we’ve suggested developmental activities for
each of The Five Practices—pick and choose what’s right for you
and add your own. You can return to this list again and again,
every time you want ideas about how to keep learning to be a
better leader.

ACTIVITIES FOR IMPROVING
IN ALL FIVE PRACTICES

The self-development activities in the list below will help you
improve in any of The Five Practices.
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Learning from Experience

+ Seek opportunities to engage in leadership behaviors. Make
speeches. Be a mentor. Coach a team. Volunteer to manage
challenging projects or help community groups find innovative
ways to raise funds.

Learning from Examples

+ Keep a journal. Record your observations about what exemplary
leaders do to Model the Way, Inspire a Shared Vision, Challenge
the Process, Enable Others to Act, and Encourage the Heart.
Review your journal regularly, especially when you are develop-
ing your own action plans.

+ Read biographies and watch videos and films of exemplary
leaders. Listen to exemplary leaders’ speeches. Notice what lead-
ers do that makes them successful.

+ Interview leaders you admire and respect. Ask for permission to
observe them in their day-to-day activities. Try to identify what
they do to lead successfully. Ask for their advice on becoming
a successful leader.

Learning from Education
+ Continue to take classes and self-learning programs to expand
your knowledge and skills in specific areas.

+ Learn to use technology that will help you automate processes,
organize your activities, and stay focused on your goals.

+  Work with coaches to improve in specific areas.

48  LPITHIRD EDITION LEADERSHIP DEVELOPMENT PLANNER





Improving in Model
the Way

Leaders establish values about how constituents, colleagues, and
customers ought to be treated. They create standards of excellence
and set an example for others to follow. If you have identified Model
the Way as one of the practices in which you need to improve, here
are some actions you can take.

Learning from Experience

«  Write a statement that clarifies your personal credo—the values
or principles that you believe should guide your part of the
organization. Communicate your credo orally and in writing to
your key constituents. Post it prominently for everyone to see.
Start each values statement with the phrase, “I value . ..” and
then fill in the rest. For example: “I value teamwork—we’re all
in this together” “I value uncompromising customer service”

“I value cutting-edge innovation” “I value dedication to family”
or “I value fun.” Limit your list to no more than seven items—it’s
hard to keep track of more than seven, and it’s important to set
priorities. Also, express the items in your own words. You will
have to be the one to speak them and put them into practice.

* Think about the times you've made sacrifices or felt at a
crossroads in your life. What values guided your choices?

 Answer this question: “What would make you weep?” What does
your answer say about what you care deeply about?
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Ask others on your team to write their credos and share them

at a meeting. Ask team members to come to consensus about
the values they’re prepared to live out in their work. Compare
your values to the team’s, and to the organization’s. If there’s any
incompatibility, resolve it.

It might be possible for you to live out one or more of your
values without the rest of the team sharing them. For example,
let’s say you value fun at work, but you find that most of the
other team members do not share this value. Ask yourself, “Is this
something that must be a shared value for me to be committed
to the organization?” “Can I live without it?” “Can I find ways to
live out this value without it being shared?”

On the other hand, you might feel that you cannot commit
to the organization without others sharing certain values. For
example, if teamwork is an important value to you and is not
shared, you will have to engage in a dialogue with other team
members. The first step is to let others know: “This is impor-
tant to me and I can’t commit fully in an environment that
doesn’t stress teamwork.” If you can’t find common ground,
then you may want to consider whether this is the right
place for you.

Keep a log to track how you spend your time. Check to see
whether your daily activities are consistent with your team’s
values and with your own. Figure out what you need to do to
resolve any inconsistencies.

Set a personal example for others by behaving in ways that
demonstrate and reinforce your values and those of your
organization. If collaboration is a value in your organization,
for example, make sure that you act as a team player. You might
pitch in to do some selling if that is required. If your team is
working late on a project, then you should also be working
late—and you might volunteer to go out and get the pizza for
dinner. You might help out on the loading dock. You might
include teamwork in performance reviews.
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Learn to say “yes” and “no.” For instance, if top quality is your
priority, say “no” to every flaw you notice. If you're invited to
give a talk on quality, say “yes.” Conviction and consistency in
saying “yes” and “no” tell people how serious you really are.

Develop a list of questions you can ask to find out whether

your team members are living out the team’s values. Ask these
questions at staff meetings. For example, ask people what they’ve
done in the last week to make sure their work is top quality.

Include values in performance appraisals. Make sure that you
and others are evaluated according to how well you live out
your values.

Be expressive—even emotional—about your beliefs. If you're
proud of your staff for living up to high performance standards,
let them know. Brag about them to others.

Keep your daily planner at hand so you can write down promises
as you make them. Review your promises daily and fulfill them
on schedule. Be sure to let others know that you’ve done what
you said you'd do.

Do something dramatic to demonstrate your commitment to a
team value. For instance, if creativity is a value, take everyone to
a local toy store, buy some children’s games, and spend a couple
of hours playing them. Then discuss what people learned about
creativity that could be applied to their own work or to the
organization as a whole.

When you make a mistake or things don’t go as planned, how
do you behave? What do you say? Do your deeds match your
words? How do you make sure that you use critical incidents
as learning experiences?

Focus on the little things—not just the big ones—so that people
know you value the quality of their work lives. Fixing a leaky roof
is just as important as constructing a beautiful new building.
What “leaky roofs” are there around your organization, and what
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can you do to fix them? For example, maybe the interior of your
office needs a fresh coat of paint. Paint it. Maybe the pictures on
the wall are old and faded. Put up new ones. Maybe nobody has
ever sat down and talked with individual team members about
what they are working on in the organization. Spend one hour
with each person on this question. These little things matter,

and they add up.

Imagine that two years from now you’ll be named an “exemplary
leader” in your profession. What will the person presenting this
award say about you? Write that introduction.

Imagine that two years from now you and your work group will
be named “Team of the Year.” What will the person introducing
this award say about the values that your team exemplified?
Write this introduction.

What else could you do to clarify your own and others’ values?

What else could you do to communicate and build consensus
around values?

In what other ways could you personally set an example of your
team’s values?
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What else could you do to learn from experience in Model
the Way?

Learning from Examples

Watch the film Gandhi with some colleagues. Afterward, discuss
how Gandhi set an example for his constituents.

Choose several other well-known leaders whom you consider

to be role models. Learn what they did (or what they do) to be
successful leaders by reading their biographies or watching films
about them.

Identify the person in your own life—not a famous leader, but
someone you know—whom you consider to be your number
one leadership role model. What did or does this person stand
for? How do you know this? How does this person act on what
she or he stands for? Now apply this same exercise to yourself:
How do people know what you stand for?

Ask several trusted colleagues to choose the two or three people
in your organization they consider to be the most credible.
Interview these people. Spend time with them. Observe what
they do in their leadership roles.

Observe others to see whether their words and deeds are con-
sistent. Look for actions that indicate they are living out their
values. Also look for contradictions. Notice what happens when
people’s words and deeds are consistent, and when they are
inconsistent.

Visit a retail store that is widely acknowledged for its extra-
ordinary customer service. Watch and listen to what the store
employees do and say. Shop there and see how you're treated.
Interview some of the employees about what people do to
maintain the store’s stellar reputation.
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*+ Think of two or three people you have known personally whom
you respect and trust—coaches, teachers, bosses, friends. In your
journal, describe your reasons for feeling that way about each
person.

+  Spend some time with someone you personally look to as a
role model. Observe what that person does. Ask him or her for
advice on how to make behavior consistent with values.

+  What else could you do to learn from example in Model the Way?

Learning from Education

+ Take a class or a self-directed learning program in clarifying
personal values.

+ Take a time management course. Then analyze how consistent
your activities are with your values.

+ Take a story-telling class. Tell stories about people living out
their values every time you get the opportunity.

+ Take a course in goal setting and action planning. Apply what
you learn to setting your own goals and developing your own
action plans. Help your team do the same.

+  What other classes, self-directed learning programs, or educational
activities can you use to help you improve in Model the Way?
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Improving in Inspire a
Shared Vision

Leaders are futurists. They imagine what they and their organization
can become, and then they enlist others in their shared dreams. Here
are some actions you can take to improve in Inspire a Shared Vision.

Learning from Experience

Become a futurist. Join the World Futures Society. Read
American Demographics or other magazines about future trends.
Use the Internet to find a “futures” conference that you can
attend. Make a list of what reputable people are predicting will
happen in the next ten years. Look for patterns in these trends
and figure out how your organization will be affected.

Ask yourself, “Am I in the job to do something or am I in it for
something to do?” If your answer is “To do something”—which
we assume it will be—write down what you want to accomplish
in your current job and why. Make sure you can answer this
question: “Five years from now, if someone asks what I have
accomplished in this job, what will I say?”

Put your feet up, close your eyes, and visualize yourself five years
in the future. What will you be doing? What will those you work
with be doing? What will your family be doing? What differences
will there be in the ways that people work and live? Get as clear
a picture as possible. Then repeat the process, extending the
timeline to ten years.
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Imagine that it is ten years from now. Write a 1,000-word article
that explains how you have made a difference during the last
decade—how you've contributed to your job, your organization,
your family, your community.

Interview some of your key constituents about their hopes,
dreams, goals, and aspirations for the future. How do these
relate to your own? How can you incorporate their aspirations
into yours?

Meet with your constituents and ask them to share their hopes
and dreams with one another. Ask them to listen carefully and
identify common goals. Make those common goals visible by
writing them on a flip-chart page and posting the page where
everyone can see it.

Turn what you imagine about the future into a five- to ten-minute
“vision speech” for your organization. Keep the written speech in
your daily planner. Review it daily, revising and refining it as you
feel moved to do so.

Read your vision speech to someone who will give you construc-
tive feedback. Ask, “Is this speech imaginative or conservative?”
“Is it unique or ordinary?” “Does it evoke visual images?”

“Is it oriented toward the future or toward the present?” “Does it
offer a view that can be shared by others?”

Consciously use more stories, examples, and imagery when you
describe the future in your conversations. People can visualize
something much better when you use language in this way, so
try doing it as often as you can.

Deliver your vision speech at every opportunity: At team meet-
ings, at company meetings, at club meetings, at home. Publish it
and disseminate it widely. Ask people for feedback. Ask them if
they could see themselves as part of this future.

Regularly set aside time to talk about the future with your
staff. Make your vision of the future an ongoing part of staff
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meetings, working lunches, conversations by the coffee machine,
and so on.

+ Hang out where your constituents hang out. Visit the research
lab, the distribution center, the retail stores. Go to the neighbor-
hoods, the restaurants, the coffee shops, and your constituents’
clubs. Travel to the countries where you have operations and
customers. Absorb the culture and the atmosphere. Walk in
your constituents’ shoes, and try to imagine the future they
want for themselves and their families.

*  Whenever possible, volunteer to stand up in front of a group
and speak, even if it’s just to introduce someone or make an
announcement. The more you practice public speaking, the
more comfortable you will become, and the better you will be
at Inspire a Shared Vision.

+  What else could you do to clarify the kind of future you'd like
people to create together?

*  What else could you do to forecast what the future will be like or
to scan for future trends?
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+ What else could you do to learn more about your constituents’
needs and aspirations?

+  What else could you do to become more expressive in your
communications?

+  What else could you do to improve in Inspire a Shared Vision?
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Learning from Examples

Read biographies of people who are considered to be visionary.
A few examples are Walt Disney, Katharine Graham, Thomas
Jefterson, Susan B. Anthony, Herb Kelleher, Anita Roddick—
there are many, many more.

Listen to speeches by exemplary leaders who've inspired a shared
vision. One example is Martin Luther King, Jr.s, “I Have a
Dream” speech. Learn everything you can from the masters.

Attend a lecture given by an inspirational speaker. Notice what
the speaker does to express himself or herself with conviction
and enthusiasm. If you attend a presentation where the speaker
fails to inspire or connect with the audience, make notes on
what not to do.

Interview a speech writer. Ask him or her to share methods for
constructing an inspirational speech.

Go to a concert or an opera. Observe how the conductor uses his
or her body and energy to bring forth the best in others.

What else could you do to learn from examples in Inspire a
Shared Vision?
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Learning from Education

Read books about inspiring shared visions.

Join Toastmasters and/or take a course in giving effective
presentations.

Take a public speaking course.
Take a course in interpersonal communication skills.
Take singing and/or acting lessons.

What other classes or educational opportunities could help you
improve in Inspire a Shared Vision?
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Improving in Challenge
the Process

Leaders search for opportunities to change the status quo and seek
innovative ways to improve their organizations. They experiment

and take risks, accepting the inevitable disappointments as learning
opportunities. To avoid being overwhelmed by complex change—and
avoid overwhelming others—leaders take change one step at a time.
Following are some suggestions on how to improve in Challenge the
Process.

Learning from Experience

*  Volunteer for a tough assignment in your workplace or your
community. Be proactive in looking for chances to stretch
yourself and learn something new.

* Treat every day as if it were your first day at work, bringing
brand-new challenges. Ask yourself, “What can I do today so
that I will do my job better and smarter than I did yesterday?”

«  Make a list of every task you perform. About each task, ask
yourself, “Why am I doing this?” “Why am I doing it this way?”
“Can this task be eliminated or done significantly better?”

* Begin your next staff meeting with the following question:
“What action did you take last week to make your performance
even better this week?” Persist in asking this question for at least
three meetings in a row so that everyone knows you’re serious
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about continual improvement. Be prepared to answer this same
question for yourself at each meeting.

Devote at least 25 percent of staff meeting time to seeking ways
to improve processes and develop new products or services.

About every policy and procedure in your organization or unit,
ask: “Why are we doing it this way?” If the answer is, “Because
we’ve always done it this way,” respond with “How is it
contributing to making us the best we can be?” If you don’t

get a satisfactory answer, eliminate or significantly improve the
process or procedure so that it does contribute.

Ask employees what annoys them about the organization
or unit. Commit to changing three of the most frequently
mentioned items that are hindering success.

Go shopping for ideas. Visit local businesses—anything from
restaurants to machine shops. Bring back at least one thing that
each business does very well and that your organization could
copy. Then adapt this idea to your organization and implement
the change.

Identify a process in your organization that’s broken—your
compensation system, your sales strategy, your order-fulfillment
process. Whatever it is, take action to fix it.

Set up a pilot project for an innovative way of doing something:
Try out a new merchandising approach, streamline the billing
system, change the way work shifts are scheduled. Evaluate the
pilot, learn from it, and try it again.

When someone in your group makes a mistake, find a way to
turn the inevitable mistakes of innovation into a learning
experience. For example, let’s say that someone has an innova-
tive idea about how to market a new service using the Web.
Your team goes all out to try the idea, but after six months it
has produced few leads and no sales. You certainly don’t want
to punish the person with the idea, and you shouldn’t ignore
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the failure either. Instead, bring the entire project to a “seminar”
with your team and have them analyze it, much as they would

a business school case: “Why didn’t this idea work out as
planned?” “What factors might explain it?” “What can we learn
from this so that we can do better the next time?”

When you make a mistake yourself, admit it and then tell people
what you learned from the failure. It sets an example for others
that it’s okay to try something new, fail, and then learn from it.

Reward risk takers. Praise them. Give them prizes. Give them the
opportunity to talk about their experiences and share the lessons
they’ve learned. It’'s money in the bank.

Set goals for the team and for each member that are achievable,
given the circumstances. An unachievable goal is something that
is outside the current capacity of the team. For instance, “We’ll
quadruple sales this quarter” might not be achievable because of
time, budget, and people restraints. Doubling sales, on the other
hand, may very well be achievable. Tell people what the key
milestones are so that they can easily see their progress.

After the completion of significant milestones and projects,
conduct a “post-mortem”—a meeting in which people talk
about what went well, what didn’t go so well, what they
learned, and what they’d do differently the next time.

Stand up for your beliefs, even if you’re a minority of one.

What else can you do to challenge the status quo?
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What else can you do to experiment with new ways of doing
things?

In addition to rewards, what else can you do to support people
as they seek challenging opportunities and experiment with new
ways of doing things?

What else could you do to set clear goals, make plans, and
establish milestones for the projects you lead?

Learning from Examples

Identify some successful people in your organization who excel
at Challenge the Process. Ask them what they think are the
ingredients for innovation and experimentation, what they do
when they encounter obstacles, and how they “get away with”
challenging the status quo. Do the same with some people in
other organizations.

Follow some challengers as they go about their daily activities.
Make notes about what they do to Challenge the Process.
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Read about revolutionaries in business, science, politics, religion,
or any other endeavor. In your journal, record what you learned
from the accounts of their lives, especially what they did when
they ran up against an obstacle.

What else could you do to learn from example in Challenge the
Process?

Learning from Education

Take a course in creative problem solving.
Take a course in new product development.
Take a course in entrepreneurship.

Spend time in an Outward Bound or similar wilderness-
adventure program.

Take a class in a subject you know nothing about or take lessons
to learn something you do not know how to do—speak Italian,
play tennis, or other activities. Keep a journal in which you
record your observations about how it feels to go through the
learning process.

Find a coach to help you become even better at something you
already do well—make a stronger presentation, lower your golf
handicap, cook a gourmet meal. Record what you learned from
the experience in your journal.
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+  What else could you do to challenge yourself and experience
new things?
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Improving in Enable
Others to Act

Leaders foster collaboration and actively involve others, striving to
create an atmosphere of trust and human dignity. They strengthen
others, sharing their power and seeking ways to make others feel
capable and powerful. Here are suggestions for developing your
abilities in this Practice.

Learning from Experience

« Find ways to increase interactions among people who need to
work more effectively together. Teamwork and trust can only
be built when people interact informally as well as formally.
Establish common meeting areas that encourage people to
interact. Put the coffee pot and popcorn maker in a location
between groups that should talk with one other. Ask people
from other parts of the organization to attend your regular
staff meetings. Schedule a lunch for two groups that don’t
spend much time face-to-face.

 Treat every job as a project involving people from a variety of
functions instead of a linear series of tasks. Ask yourself which
people should be involved, and involve them all from the
beginning.

« Commit to replacing the word “I” with “we.” As a leader you
can’t do the job alone; extraordinary things are accomplished
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as a result of group efforts, not individual efforts. “We” is an
inclusive word that signals a commitment to teamwork and
sharing. Use it liberally.

Replace the word “subordinate” with “associate” or “team
member.”

Volunteer to be the chairperson of a professional, civic, or
industry association. Working with volunteers will teach you
collaborative skills and give you opportunities to use them.

Assign important tasks to others. For example, if a presentation
to a key customer is coming up, ask a promising young staff
member to prepare the presentation and deliver it, with your
assistance as coach.

Assign non-routine work to people who often do routine
work. Routine work breeds a sense of being powerless, whereas
non-routine work fosters a sense of doing something important.

Regularly ask co-workers for their opinions and viewpoints.
Share problems with them.

Make sure that everyone in your organization or unit receives at
least forty hours of job-related training each year.

Hang out at the coffee machine first thing in the morning.
Engage in conversations about how things are going in your
associates’ lives outside of work. This is not about prying

into people’s private lives, but about showing genuine interest
in people who have lives other than work. The more you
know about their families, their hobbies and interests, their
community involvement, the better able you are to respond
to their needs.

Wander around the plant or office daily. Stop by people’s work
areas to say “Hi.”

If your office has a door, leave it open. Closed doors send a
signal that you don’t want to interact with others; they breed
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distrust and suspicion. When you have private matters to
discuss, adjourn to a conference room.

Admit your mistakes. Be willing to say, “I don’t know.” Show that
you're willing to change your mind when someone comes up
with a better idea.

Substantially increase people’s signature authority. When people
are entrusted to spend the organization’s money responsibly,
they feel more in control of their own work lives.

Remove unnecessary steps in the approval processes for project
proposals, change initiatives, or purchase of equipment. We’ve
never seen an approval process that couldn’t be shortened.

On a weekly basis, share information about how your unit is doing
in terms of meeting its goals. People want to know how things are
going. This information makes them feel more powerful.

When something needs to be done, ask for volunteers. When
you give people a choice about being a part of what’s happening,
they’re much more likely to be committed to a project.

Publicize your team members’ work. Every day, or at least
every week, shine the spotlight on at least one person. At staff
meetings, tell stories about people on the team or in another
part of the organization who behaved in a way that truly
exemplified what teamwork is all about.

People get things done through a network of colleagues, not just
up and down the hierarchy. Make sure you’re connected to the
key people in every part of the organization who are critical to
your mission. Equally important, introduce your team members
to the folks they need to know to get their jobs done.

Make decisions visible. Use a centrally located bulletin board to
post reminders of the team’s decisions. Keep the board updated
with information on progress toward goals.

At least once a year, meet for an hour one-on-one with each of
your direct reports or project team members. Talk about what
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motivates them, why they joined the organization, what they
need to do their job the best they can, and their ideas for
improvement. Make sure you act on what you learn.

Conduct some of the training classes in your organization. By
doing this you’ll learn more about what it takes to teach a group,
and you will also be able to develop the skill of developing
others, which is essential to leadership.

Volunteer to coach someone in a skill that you have. This
coaching can be related to work or to an outside interest.
The important thing is to hone your coaching skills so you
can help others to improve.

The time devoted to training in the average U.S. company is less
than thirty hours per employee per year. The average for the best
companies is closer to fifty hours per employee per year. Make
sure that all the members of your group devote at least that
much time to their individual development. Set the example by
devoting fifty hours per year or more to your own learning.

What else could you do to enhance people’s sense of contribution
and self-worth?

What else could you do to make people feel more in control of
their own lives?

What else could you do to develop cooperative relationships
with your team members or with colleagues in other units?
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+  What else could you do to make yourself more accessible and
open to others?

Learning from Others

+ Hire a professional group facilitator to run several of your meet-
ings. Carefully observe how the facilitator manages the group,
encourages participation, and guides the group through the
decision-making process.

+ Try being a facilitator instead of a manager of meetings.

+ Hire a personal coach to help you improve in a leadership practice
or a sport. Notice the techniques this person uses and try out
some of them when you are coaching your team members.

+ Interview the coach of a professional or amateur athletic team in
your area about what he or she does to help the team members
perform at their best. Think about how you might apply the
coach’s methods in your organization.

+ Choose someone in your organization who’s known as an
exceptional “people person.” Accompany and observe this person
for a few hours. Ask for tips on how you can improve the way
you work with others.

+ Ask someone you trust to observe the way you run a team
meeting and work with your team members on a daily basis.
Then ask the person to share his or her observations with you.

* Periodically trade places with employees and do their jobs. This
is a terrific way to develop empathy and understanding, which
contribute to trust.
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What else could you do to learn by example in Enable Others
to Act?

Learning in the Classroom or on Your Own

Take a course in team building.

Take a course in listening skills.

Take a course in negotiation.

Take a course on how to run meetings.

Take a course on consulting skills.

Take a course on performance management.
Watch some videos on coaching.

Read a book by a respected professional coach.

Get on the Internet and join a chat room where people share
effective ways of helping others achieve their best performance.

Try out some groupware that helps foster collaboration, such as
Lotus Notes® or Novell® GroupWise™.

Study a social movement (for example, civil rights or women’s
suffrage) and find out how proponents encouraged others to
become involved.

What other courses, self-directed learning programs, or
educational activities could you use to improve in Enable
Others to Act?
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Improving in
Encourage The Heart

Getting extraordinary things done in organizations is hard work.
Leaders recognize people’s contributions and celebrate their accom-
plishments. They make people feel like heroes. Here are actions you
can take to improve in Encourage the Heart.

Learning by Doing

Say “thank you” when you appreciate something that someone
has done.

Wander around your office area for the express purpose of find-
ing someone in the act of doing something that exemplifies the
organization’s standards. Find a way to recognize that person on
the spot. For example, if you see someone who’s voluntarily
pitched in to coach a co-worker on how to use new software, tell
the person how much you appreciate his or her efforts: “I really
appreciate how you exemplify our value of teamwork. This is
what it’s all about.”

Think of three ways to single out (praise and reward) a con-
stituent who best embodies the team’s values and priorities.

Use your imagination and have some fun. Give a giant light bulb
to the person who has the best idea of the month or a box of
candy to the person who makes the office run “sweetly.” Give a
penny to the person who takes a small step in improving his or
the group’s performance, a toy giraffe to the person who stuck
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her neck out to offer a suggestion. Have a “This Is Your Life”
celebration for the person who has reached a milestone in
tenure/commitment and have friends call in to say how that
person made a difference.

If your organization gives annual bonuses, link a portion of the
bonus to the extent to which people model the organization’s
values.

Plan a festive celebration for each small milestone that your
team reaches. Don’t wait until the whole project is finished to
celebrate. Take the team out to lunch or take the afternoon off
and go to a movie matinee. Have a picnic in the park with team
members and their families. Put up a simple putt-putt golf game
in the office hallway. Send around an ice cream cart to every-
one’s desk. A simple, fun celebration can break up the stress of
an intense project.

Look for opportunities to tell public stories about people in your
organization who went above and beyond the call of duty.

Instead of creating your reward and recognition systems yourself
and imposing them on others, involve the key stakeholders—
your direct reports, key peers, human resource professionals,

or your manager. The resulting systems are more likely to link
rewards to performance.

Create a culture in which peers recognize peers. Give

people tools that they can use to recognize one another’s
accomplishments and show their appreciation, such as index
cards or notepads printed with the message “You Made My Day.”

Write at least three thank-you notes each day. We’ve never heard
anyone complain about being thanked too much, but we’ve
heard lots of complaints about being thanked too little!

Put up a “bragging board” in a central place so that people can
write public notes of thanks to colleagues who’ve done some-
thing to contribute to the values and victories of the team.
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Encourage them to include bragging about their own
accomplishments.

Provide people with feedback about their results, and the sooner
the better. Feedback can range from a simple “Well done” to a
detailed debriefing session on how the latest project went and
what the team members learned.

Be personally involved. Not attending staff celebrations and
parties sends the message that you're not interested.

Set aside one day each year as a special organizational
celebration day, much like Independence Day or Mardi Gras.

Create your organization’s “Hall of Fame”—an area that
recognizes the people who've done extraordinary things.

Put on a clown costume or other funny outfit and walk around
the office distributing balloons. This may sound silly, but it will
be noticed, you'll have fun, and it will liven up the place.

What else can you do to recognize and reward individual
contributions?

What else can you do to celebrate team accomplishments?
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Learning from Others

+ Attend a high school football, soccer, or basketball game. Watch
the cheerleaders and the players as they celebrate small wins and
big victories. In your journal, note what you learned from your
observations about their enthusiasm and passion.

* Ask for advice and coaching from someone who is much better
at Encouraging the Heart than you are.

+ Ask a variety of people how they like to be recognized for their
accomplishments or successes.

+ Attend an award ceremony for someone in your community
or organization. In your journal, note what you liked about
the ceremony, and try some of the same methods with an
award ceremony for your own constituents.

*  Whenever you attend a wedding or holiday celebration, record
what you like about it and look for opportunities to use those
ideas.

+ Interview people in your organization who have a reputation for
helping others to develop. Ask them how they encourage others
to excel.

+  What else could you do to learn from others to improve in
Encourage the Heart?
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Learning in the Classroom or on Your Own

Take an improvisational-theater class to help you become more
comfortable with spontaneity.

Take a class on creativity to help you find more creative ways of
rewarding people.

Take a course in drawing, painting, or photography so you can
learn to be more expressive in the arts—a lot of reward and
recognition is about expression.

Take an advertising course so you can learn to write short
messages that make the point and connect benefit (value) with
what the person does.

Take a class in story-telling.

Take courses to learn what motivates people to achieve their best
performance.

What other courses, self-learning programs, and other activities
would help you learn how to Encourage the Heart?
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LEADERSHIP DEVELOPMENT WORKSHEET

Today’s Date:

Leadership Development Period from to

Leadership Practice Focus:

Leadership Behavior Focus:

Measurements of Progress:
Turn your ideal image into
measurable goals

Primary Development
Strategy:

Circle one primary strategy
from among these three
basic approaches to
learning and development:

¢ Experience

e Example

¢ Education

Action Steps:

Using your primary strategy, what actions
do you need to take to achieve your ideal
image—your measurable goals?
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Secondary Developmental
Strategy:

Circle a secondary strategy
e Experience
e Example

e Education

Action Steps:

RESOURCE D
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LEADERSHIP DEVELOPMENT WORKSHEET

Today’s Date:

Leadership Development Period from to

Leadership Practice Focus:

Leadership Behavior Focus:

Measurements of Progress:
Turn your ideal image into
measurable goals

Primary Development
Strategy:

Circle one primary strategy
from among these three
basic approaches to
learning and development:

¢ Experience

e Example

¢ Education

Action Steps:

Using your primary strategy, what actions
do you need to take to achieve your ideal
image—your measurable goals?
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Secondary Developmental
Strategy:

Circle a secondary strategy
e Experience
e Example

e Education

Action Steps:

RESOURCE D

87





Perhaps "™ ©°

us knows
our true strength
UNTIL challenged
10 bring

it forth.
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INTRODUGTION

Make the Most of Your
LPI Feedback

Those who are the best at leading are also the best at learning. Exemplary
leaders don’t rest on their laurels or rely on their natural talents. Whatever
their individual learning styles may be, they continually do more to
improve themselves.

If you want to be the best you can be, you need to become a great
learner. Here are some tips on how you can get the most learning out of
the LPI process.

1. LOOK FOR MESSAGES, NOT MEASURES. There’s a lot of data in
your LPI Feedback Report. You may be getting feedback from your
manager, your direct reports, your peers, and others with whom you
interact. In fact, there are likely to be more than three hundred
separate numbers on the report. It’s easy to get lost in all those details.
Don'’t let the data overwhelm you. Focus on the messages, not the
measures. Constantly ask yourself, “What are people trying to tell me
about my leadership behavior?” “Where do I see consistencies and
inconsistencies in the data?” “Where are there patterns that shape how
others see my leadership?” Treat the LPI feedback not as a report card,
but as valid and useful information that will help you improve.

2. ACCEPT FEEDBACK AS A GIFT. Feedback may not come wrapped
in a package tied with a bow, but it’s still a gift, perhaps one of the
most valuable gifts you'll ever receive. Why? Because we know from
our research that leaders who are the most open to feedback are
far more effective than leaders who resist hearing other people’s
perspectives on their behaviors.

3. TAKE THE FEEDBACK SERIOUSLY. People often wonder, “Will it
really make a difference if I increase the frequency of the behaviors
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measured by the LPI?” Our research—and that of others who have
used our instrument—consistently show the same results: The more
frequently you demonstrate the behaviors included in the LPI, the
more likely you will be seen as an effective leader.

. TRUST THE FEEDBACK. When we were developing the LPI, we

conducted a number of tests to determine whether the instrument
had sound psychometric properties. Our tests confirmed that the

LPI is internally reliable. This means that the six statements pertaining
to each leadership Practice are highly correlated with one another.

Test/re-test reliability is also high. This means that scores from one
administration of the LPI to another within a short time span (a few
days or even months) and without any significant intervening event
(such as a leadership training program) are consistent and stable.

The Five Practices of Exemplary Leadership® are generally
independent of each other. They each measure different types of
behavior, not the same behaviors.

The LPI has both face validity and predictive validity. “Face
validity” means that the results make sense to people.

“Predictive validity” means that the results are significantly correlated
with various performance measures and can be used to make
predictions about leadership effectiveness.

. VALUE THE DIFFERENCES IN YOUR OBSERVERS’

PERSPECTIVES. You're a three-dimensional person, and your
feedback ought to be three-dimensional as well. You work with
people from a variety of backgrounds and from a variety of functions
and organizations. Information from these multiple perspectives
better enables you to see how you lead across groups and situations.
Value what each of your observers has to say because each gives you a
bit more of a complete picture of yourself.

. PLAN NOW TO RE-ADMINISTER. Great leaders set goals and seek

feedback. The LPI gives you a snapshot in time. It is a beginning point
from which to move forward. It gives you great feedback, new ideas,
and a focus to lead in more effective ways. To heighten your focus and
practice with great purpose, decide now that you will re-administer the
instrument within a specific period of time—we recommend between
six and nine months. Work with a coach, facilitator, or trainer to help
determine the best time to re-administer.
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STEP 1

Examine Your First Impressions

When you first looked at your LPI feedback, what was your immedi-
ate reaction? Check any of the words in the list below that express
what you felt. Use the blank lines to write any other feelings you had.

(J Amused () Pleased

() Challenged () Relieved

(L Confused [ Surprised

(1 Disappointed (J Upset

(J Humbled [ Neutral—no strong feelings
Other:

Other:

Other:

Now list your strongest feeling and identify the primary reason you
feel that way.











STEP 2

Explore Consistency

Consistency in behavior is important to your personal credibility. It
lets others know that they can count on you to be congruent in your
actions from one time to the next and from one person or group to
the next. They know what to expect from you.

Do you rate yourself higher than, lower than, or about the same
as others rate you? In other words, how consistent are your Self
ratings with those of your Observers’ ratings? Check the
appropriate boxes below.

Self compared to Manager?

() Very consistent ] Somewhat consistent L] Not consistent

Self compared to Direct Reports?

() Very consistent ] Somewhat consistent L] Not consistent

Self compared to Co-Workers?

() Very consistent L] Somewhat consistent L] Not consistent

Self compared to Other Observers?

() Very consistent L] Somewhat consistent L] Not consistent





How consistent are the responses across Observer groups?
Manager compared to Other Observer groups?

[ Very consistent L] Somewhat consistent L] Not consistent

Direct Reports compared to Others?
[ Very consistent L] Somewhat consistent L] Not consistent

Co-Workers compared to Others?

() Very consistent L] Somewhat consistent L] Not consistent

All Other Observers?

[ Very consistent (] Somewhat consistent [_] Not consistent

How consistent are the responses within Observer groups?

Among all Direct Reports?

[ Very consistent L] Somewhat consistent L] Not consistent

Among all Co-Workers?

[ Very consistent L] Somewhat consistent L] Not consistent

Among all Other Observers?

[ Very consistent L] Somewhat consistent L] Not consistent

There are a number of valid explanations for inconsistency in your
feedback. For instance, some people know you better because they
interact with you more often. Different people are in different
functions with different needs. It may also be that you actually behave
differently toward different people because you think they need to

be treated differently when in fact they do not. What’s important is
that you understand why people rate you differently and that you
determine the extent to which you need to be consistent.

6
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+ How do you explain any inconsistencies in the feedback you're
getting?
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STEP 3

Find Patterns and Listen
for Messages

Any data, whether from the LPI or from another source, is only
numbers or words until you can make sense of it and turn it into
useful information. When you look at an impressionist painting from
a few inches away, for instance, it’s not much more than colored dots;
it’s only when you stand back that a pattern appears.

Stand back from your data and see what emerges. What patterns
do you see? What messages does the data give you?

First, Look at the Leadership Behaviors Ranking

On the Leadership Behaviors Ranking page of your LPI Feedback
Report, find the three to five items on which you were rated most
highly by your Observers (your strengths). On the list of Leadership
Behaviors Organized by Practice following this page, put a plus

sign (+) next to those items. Then find the three to five items that
were rated the lowest. Those are the behaviors in which you most
likely need the most improvement. Put a minus sign (—) next to those
1tems.





+ Looking at the behaviors marked with a (+), what strengths
are revealed? What Practices or specific behaviors do you and
Observers agree you do most frequently? Are there any patterns
to the items among the top ten on the Leadership Behaviors
Ranking?

+ Looking at the behaviors marked with a (-), what areas of devel-
opment are apparent? What Practices or specific behaviors do
you and Observers agree you do least frequently? Are there any
patterns to the items among the bottom ten on the Leadership
Behavior Rankings?

10 LPITHIRD EDITION PARTICIPANT'S WORKBOOK





11

LEADERSHIP BEHAVIORS ORGANIZED

1.

___ 6.

—11.

16.

—21.

26.

12,
17

22,
27

BY PRACTICE
Model the Way

[ set a personal example of what I expect of others.

I spend time and energy making certain that the people I
work with adhere to the principles and standards we have
agreed on.

I follow through on the promises and commitments that I
make.

I ask for feedback on how my actions affect other people’s
performance.

I build consensus around a common set of values for run-
ning our organization.

[ am clear about my philosophy of leadership.
Inspire a Shared Vision

I talk about future trends that will influence how our work
gets done.

. I describe a compelling image of what our future could be

like.
[ appeal to others to share an exciting dream of the future.

I show others how their long-term interests can be
realized by enlisting in a common vision.

I paint the “big picture” of what we aspire to accomplish.

I speak with genuine conviction about the higher meaning
and purpose of our work.

Challenge the Process

. I seek out challenging opportunities that test my own

skills and abilities.
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—13.

—18.

23.

. 28.

-9
— 14.
—19.
24,

29

3.
10.

15,

— 20.

25,
— 30.

I challenge people to try out new and innovative ways to
do their work.

I search outside the formal boundaries of my organization
for innovative ways to improve what we do.

[ ask “What can we learn?” when things don’t go as expected.

I make certain that we set achievable goals, make concrete
plans, and establish measurable milestones for the
projects and programs that we work on.

[ experiment and take risks, even when there is a chance of
failure.

Enable Others to Act

. I develop cooperative relationships among the people I

work with.

[ actively listen to diverse points of view.

[ treat others with dignity and respect.

[ support the decisions that people make on their own.

I give people a great deal of freedom and choice in
deciding how to do their work.

I ensure that people grow in their jobs by learning new
skills and developing themselves.

Encourage the Heart

[ praise people for a job well done.

I make it a point to let people know about my confidence
in their abilities.

I make sure that people are creatively rewarded for their
contributions to the success of our projects.

I publicly recognize people who exemplify commitment
to shared values.

I find ways to celebrate accomplishments.

I give the members of the team lots of appreciation and
support for their contributions.

12 LPITHIRD EDITION PARTICIPANT'S WORKBOOK





Now, Turn to the Percentile Ranking

The Percentile Ranking page of your Feedback Report shows how
your scores compare with those of others in our database.

On what Practices are your percentile rankings between the 70th
percentile and the 100th percentile? Between the 30th and the
70th? Between the 1st and 30th? Fill out the chart below.

Inspire a | Challenge
Model Shared the Enable Others | Encourage
Percentile the Way Vision Process to Act the Heart
Below 30th

30th to 70th

70th to 100th

What do the percentile rankings tell you about your strengths
and areas of improvement compared with other leaders?
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Consider Feedback from Others

Now consider other feedback you have received and other observa-
tions you have.

*  You may have received feedback on your leadership behavior
from other sources—surveys, oral or written assessments from
your manager, and interactions with others. If so, how does the
LPI feedback compare to other feedback you've received? Where
are the messages consistent, and where are there differences?

+  What other observations about patterns and messages do you have
right now? Write them down while they’re fresh in your mind.
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STEP 4

Seek Clarification

Sometimes you can’t easily interpret and act on feedback you receive
because you find it confusing. For instance, one person may rate you
as doing something often, while another says you're doing it infre-
quently. The only way to deal with these situations is to identify
confusing and contradictory messages and find a way to gain clarity
about what’s going on.

In other cases, you may simply not have enough information to
make an informed decision. For example, you may have twelve direct
reports, but have data from only three of them. You wonder whether
these three direct reports are representative of all the others. You
might want to ask for feedback from a few more direct reports in
order to make better plans for your development.

«  What data on your Feedback Report is confusing, incomplete, or
contradictory?
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Can you think of some people who could help you clarify and
interpret your feedback? Who are they and what would you ask
them?

What are some actions you could take to improve the quality of
feedback you receive in the future?
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STEP 3

Focus Your Developmental
Efforts

If you want to be a better leader, you must work on all of The Five
Practices of Exemplary Leadership. We recommend that you begin
with the areas in which you need the most improvement—because it’s
often easiest to begin making improvements in areas that you don’t
engage in very frequently.

To improve your weak areas, use your strengths. For example, let’s
say that your lowest score is on Item #7, “Describes a compelling
image of the future,” and one of your highest scores is on Item #9,
“Actively listens to diverse points of view.” You could use your
strength—active listening—to discover others’ hopes, dreams, aspira-
tions, favorite stories, and metaphors. By integrating their hopes and
metaphors into your expression of a vision of the future, you can
make it more compelling to others.

*  Where would you most like to focus your efforts in improving
your use of The Five Practices of Exemplary Leadership?
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Which Practice is your highest developmental priority, and
which is the lowest? Order the Practices in terms of your devel-
opmental priorities, with one (1) being your highest priority and
five (5) being your lowest.

_ Model the Way

_ Inspire a Shared Vision
__ Challenge the Process
______Enable Others to Act

Encourage the Heart

Take another look at the Leadership Behaviors Ranking page in
your Feedback Report. On the Leadership Behaviors Organized
by Practice on pages 11 and 12 of this Workbook, circle the three
to five behaviors that represent your most immediate priorities.
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STEP B

Imagine Your Ideal Future Self

Given the Practices and the behaviors on which you want to focus your
developmental efforts, imagine that you're executing them significantly
more effectively than you are currently. Describe your ideal image of
yourself with respect to these Practices and behaviors. Write a positive
statement that describes the situation and the way you are behaving.
For instance, let’s say you selected as one of your developmental

areas, “I describe a compelling image of what our future could be like.”
Imagine yourself two years from now doing just that. You might write:

“Whenever I talk about our company direction, people will comment

on how positive and enthusiastic I am about our future. I will become
more personally peaceful by not letting the little things I can’t control
detract me from the work; I will be realistic about facts but confident

about possibilities, etc.”

Or let’s say you selected “I find ways to celebrate accomplish-
ments.” Imagine yourself one year from now doing that effortlessly.
You might write:

“I think about celebrating as an essential part of every project plan. I also
pay close attention to times when people are working especially hard and
spontaneously take a break for a picnic in the park, an afternoon at the
movies, or some other gathering that will re-energize the group. People
from other departments come to me for advice on celebrating accom-
plishments because they will see how effective I am. I keep a list of ideas
for celebrations in my daily planner.”
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+ Use the lines below to write a description of your ideal image of
yourself:
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STEP 7

Overcome Barriers
and Concerns

Before you can develop the best possible plan for improving as a
leader, you not only need to understand the data, but you need to
know what’s inhibiting you from fully engaging in that behavior.
Before you choose the actions you’ll take to improve, it’s essential to
be honest with yourself about what’s getting in your way of doing
them right now. Maybe you aren’t doing something right now because
you didn’t know it was important. Maybe you don’t have the skills or
haven’t been trained to do it. Maybe you're resisting because you like
being in charge, and you don’t want to give up control.

What gets in your way right now of achieving your ideal image?
Check any of the following that might be creating barriers for you:

~ Lack of skills
Lack of training and development opportunities
Absence of a supportive manager or climate
Limited access to good role models
Few opportunities to take on challenging assignments
Fear of losing control of my team
Fear of being seen as weak

Fear that if I rock the boat it will be seen as a threat to the
hierarchy
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Other barriers:

+  What thoughts do you have about how you might overcome
these barriers?

+  How can you leverage and build on your strengths to overcome
the barriers to make yourself an even better leader?
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STEP 8

Plan Next Steps

To achieve your ideal image of yourself as a leader, you need to take
actions that will help you learn to lead. Our research, as well as that of
others, indicates that there are three fundamental ways we learn to lead:

We learn from experience. There’s no substitute for learning by
doing. Whether it’s facilitating your team’s meetings or leading a
special project, the more chances you have to serve in leadership
roles, the more likely it is that you’ll develop the skills to lead—
and the more likely that you'll learn the important leadership
lessons that come only from the failures and successes of live
action. What experiences do you need to have in order to
achieve your ideal image?
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We learn by example. Other people are excellent sources of guid-
ance: Parents, teachers, neighbors, coaches, counselors, artisans,
friends, co-workers, mentors, managers. Think about the people
who’ve given you advice and support, filled you with curiosity, let
you watch them while they worked, believed you had promise and
inspired you to give your best, offered feedback about your behav-
ior and its impact, and taught you the ropes. Who can serve as a
positive role model to assist you in achieving your ideal image?
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+ We learn in formal educational settings. Training and other
classroom opportunities can improve your chances of success.
Studies show that the best leaders are the best learners—they
don’t pass up the chance to take a course when that’s the best
way to learn a skill. What formal training do you need in order

to achieve your ideal image?

The sample of a filled-out Leadership Development Worksheet and
the blank worksheet that follows it are designed to help you select your
strategy and plan specific action steps toward achieving your ideal.
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LEADERSHIP DEVELOPMENT WORKSHEET
Sample

Today’s Date: HMJ I, 2003

Leadership Development Period from Nu\j | to MM, 22, 2003

Leadership Practice Focus: lm,p()”{} a Shared \isuon

Leadership Behavior Focus: 2. Da&rafa a mWedW CW& 07£ 1"/% fmfwe

Measurements of Progress: ( vv()u b/wv\/ f/wlf ( rmp/w% ny ()W\frowmmf
Turn your ideal image into
measurable goals jm[ f(rr 1"/14 next f’/u‘% weeks W/wfm'

o [ have written 4 ¢ T 7 e
presentatin o Vs

o My cilleague, Terry, gues me feedback
that he funds my statement “compelling”

My durect reports guve e Teedback. that
My VUL Statement Us at least a 3 o a
seale of 1 (ot at all mmfc[[(/(‘y) v

¢ (Vlh sign wp!)
Primary Development Action Steps:
Strategy:
Circle one primary strategy Using your primary strategy, what actions
from among these three do you need to take to achieve your ideal
basic approaches to image—your measurable goals?

learning and development:

o Write a4 ¢ tT 72 muutte vistlon

e Example statement

¢ Education
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Secondary Developmental
Strategy:

e Experience
e Example

Make sure tv include metaphars, examples,
and, ather relevant uragery wn my viston
statement

Sut down with Terry, wha dies this Getter
than anymne | know, and. share what | have
written. Get s feedback. Make changes
accordungly and review wieh him agaun.
Present the vislon, seatement (v iny team and,

ask. for theur hanest Teedback

ReVLSE an

Action Steps:

Listen tv Mareun Luther King, Jrs "1 have
a dream’” speech and take notes o what he
dues v enluse others—his mechods and
coneent.

Read DM/?rﬂr 6 L Jun konzes and Barry
Posner's fook, The Lmdmh(y C/wzﬂﬂrye mn
“Enlust Others.”

LPI THIRD EDITION PARTICIPANT'S WORKBOOK 27





LEADERSHIP DEVELOPMENT WORKSHEET

Today’s Date:

Leadership Development Period from to

Leadership Practice Focus:

Leadership Behavior Focus:

Measurements of Progress:

Turn your ideal image into
measurable goals

Primary Development Action Steps:

Strategy:

Circle one primary strategy Using your primary strategy, what actions
from among these three do you need to take to achieve your ideal
basic approaches to image—your measurable goals?

learning and development:

¢ Experience

e Example

e Education
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Secondary Developmental Action Steps:
Strategy:

Circle a secondary strategy:

e Experience

e Example

¢ Education
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STEP 8

Make a Public Commitment

Now it’s time to go public with your commitments. From all the
possibilities you’ve generated, select the critical few with which you
want to start. These are not going to be the only things you do
to become a better leader; these are just the actions you're going to
take immediately and over the next few weeks. Learning to lead is a
lifelong pursuit, and all we are asking for right now is a commitment
to continuing your learning after this experience.

On page 33 is a “Commitment Memo” on which to record your
initial commitments so that you can “go public” with them.

« First, pick a partner from among the people who’ve experienced
this LPI Data Feedback Session with you. This is the person to
whom you’ll write the Commitment Memo and with whom
you'll follow up in three weeks. (Make sure to pick your partner
before you start to write to make sure everyone has a different
partner.)

* Once you've made an agreement with one person to be one
another’s partner, take a few minutes to write down your near-
term actions—ones that you’ll take over the next three weeks.

*  When you both have finished recording your commitments, get
together and communicate what you're each going to do. Ask

31





questions for clarification to make sure you understand one
another’s commitments.

+ Make an agreement to get together in person or by phone.
(Be sure to get a phone number and e-mail address.)

+ Send your Commitment Memo to your partner so he or she has
a copy to review before your meeting.
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COMMITMENT MEMO

Today’s Date:

To: [your partner]

From:

Re: My Leadership Development Actions

+ To continue improving my capabilities as a leader, | commit to
take the following actions over the next twenty-one days:

+ To get the process started, tomorrow morning I will take this
first step:

Sign your name:

Phone number:

E-mail address:
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STEP 10

Prepare to Share Your Feedback

There is one specific set of actions we highly recommend you take
when you return to your organization. We want you to share your LPI
feedback.

In completing the LPI process, you asked others to give you the
gift of feedback about your leadership Practices. When people offer
feedback, they’d like to know that you value this gift and that you
intend to do something with it. We strongly encourage you to share
your feedback with those who gave you this gift. There’s a side
benefit to sharing your feedback. When you’re open about how
you're perceived as a leader, you'll be acting on each of The Five
Practices.

You can invite all those who gave you feedback to a group
meeting, or you can schedule a one-on-one meeting with each
person. In deciding which alternative to choose, consider your own
comfort level, the norms of your organization, and the comfort level
of those who gave you the feedback.

Here are a few tips that can help you:

*  Develop an agenda so that you can keep the meeting focused and
on track. Plan what you want to say and how you want to say it.
Plan how you’ll inform people and involve them.

*  Schedule the meeting. It’s best to share feedback in an organized
fashion, so set up the group meeting or the individual sessions
ahead of time.
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Tell people what to expect. At the beginning of the meeting, let
people know how the meeting will be run, how long it will take,
and what will be discussed.

Protect anonymity. The people who gave you feedback assumed
that their individual scores would remain anonymous. The only
exception is your manager, if he or she completed an LPI-
Observer form. So under no circumstances should you ask
people to disclose the scores they gave you. Nor should people
be pressured by others to disclose.

Express your gratitude. Begin the discussion by saying “thank
you.” Let people know that you appreciate their feedback and
their willingness to talk.

Describe the model. Give a brief overview of The Five Practices.
In order to fully describe the model, we recommend that you
read The Leadership Challenge book.

Express your feelings. Let people know how you feel about the
feedback you received. By expressing your feelings, you will
more easily establish trust.

Show your data. If you're sharing your actual numbers (and we
highly recommend that you do), either display them or
distribute copies.

Talk about strengths (highest numbers). Start with what you do
well, according to the Observers. Cite specific examples:

“My highest ratings were in the Practice of Enabling Others to
Act. I think I demonstrated this Practice when I asked Leslie and
Tom to give the annual report to the department heads instead
of giving it myself. That’s an example of Enabling.” Ask people to
share their own specific examples. Ask them how you can do
even better.

Talk about opportunities for improvement (lowest numbers).
Define your understanding and perception of the feedback. Cite
examples of instances in which you may not have done as well as
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you could. Ask others for specific examples. Then get feedback
on how you can improve.

Discuss the Practice that shows the largest gap between your LPI-
Self and LPI-Observer scores. Ask people to help you understand
why there’s such a difference between your perceptions of
yourself and their perceptions of you.

Express your appreciation. Tell people how useful this meeting
has been for you and encourage them to seek feedback on their
own performance. Feedback is essential in improving what we
do, whether it’s leading, writing software code, serving a
customer, or planting a tree. We all benefit from knowing how
we’re doing.
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